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PRILOSOPEY OF CAREER SERVICE

It is my inteot in this_paper to underline some of the points which
seem lmportant to me as we now work toward the goal of developing the best
possible Staff and, concomitantly, of achieving the most efficient orgenize-
tion to carry oubt cur missions. Before Y meke thesge points, however, ¥

-should like o clarify my view of the relutionship between Carcer Service

and. Persomnel Administration.

It seems to me that Career Service is o means of bringing ebout a
good system of administering personnel, that it 1s en adjunct of personnel
admin;stration and wot & system apmrt. Effective personnel adninistration
is a chief goal in any orgauization and the Philosophy of good mansgement
holds‘that"through such a gystem we can best stimulate esprit and high morsle
among eaployees. This I firmly believe, and in this contazxt, Uareer Service
becomes & way of grouping aud organizing our people so that those goals and
benefits which ave of mutual interest can better be reeclized. Present day
gize and complexity of organizations heve created management problems slmost
undresmed not very meny years ago. Career Service seems to me to be a wvay
of assuriag the individusl that despite the hundreds of other euployees
about him, bis case will be considered and bis swbitions tasken into account.
His share of the bargain thus becomes the execution of his job to the best
of his ability.

By impliestion, then, Career Service is not & gpecial. bepefits progrem
wor is it the society for the favored few. Thls is not to say that there
will not be individusls who ave selected above others for greater responsi-
bility and for greater benefits. There most certainly will be but these
responsibilities and benefits must come out of the system, and not be used
ag symbols for entrance intc the soeiety; The men snd women with repute-
tions wmong their superiors and contemporaries for doing consistently out-
standing jobs are eligible for ~ and belong to - that elite corpas in any
orgmaization. They are also ususlly known and it is guite unvecesssry to
publish their pames on the organization bulletin bosrd.

In these terms, then, I should like to state four approaches I think
we must emphasize in further improving our personnel asdministration and our

Career Service.

I. We Must Pluce s Heavy Fophasis on Line Munagement .

Any lexrge orgsnization needs %o be supported with swaffs, task
forces, and other mechenisme set wp for purposes or plaoning, coordi-
pating, or monltoring, but what must constantly be kept in mind is that
the true energy and power of an organization comes through command
channels. These chennels must be kept strong and well defined snd to
this end I svggest that each manager consider these four requirements
on him to assure more effective line orgesnization:

A. Cleer definition of requirements for each Job under hig
Jurisdiction. Two factors in our orgenization make Lhis
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imperstive. One is the fluidity of organization we must
maintein, even to individual Jjobs; in order to respond to
constantly varying requirements. The second is the wide
variation of requiremente in thls agency between jobs where
absolute conformity is required and those where maximum
creatlvity is desired. BPBoth of these needs put & special
requirement on all supervisors and mesnagers to frequently
evaluate subordinste positions and to be able to define
clearly at all times not only the obvious basic requirements
for the immediate Jobs under them but also the subtler require-
ments of attitudes and understandings.

In addition to these aspects of position requirements
there is another balasnce each manager must endeavor to
maintain - the balance between the requirements of & given
position and the capabilities of the people available for it.
This kind of managerial Judgment and decision is uniquely
important in our agency because of the frequency of personnel
changes in some of our Jjobs. Study of the successes and
failures of individuals whom each of us bhas assigned to jobs
is probably the best way to develop our own gulde lines for
assignments we will make in the future. It requires a clear
understanding not only of the job requirements, but of the
specific strengths and weaknesses of each individual involved.
Organization charts are relatively meaningless without careful
consideration of the people, &s individusls, who sit in the
various boxes on the chart. Organization lines also become
darker, dimmey, dotted or even disappear altogether depending
on the individuals who occupy the various key positions in
the structure.

ions of the main objective(s) in each job.
Here I am emphasizing particularly the substance of a given
Job as opposed to skills or procedures or manners of approach.
I an talking about that kind of delegation which requires a
supervisor to sit down with a subordinate and come to an
agreement sbout the major job achievements expected from him
over a glven length of time. Sometimes these goals can be
very specific, sometimes they cannot. In the latter instance,
it is even more important that mutual understanding exist
between boss and subordinate. But the most important require-
ment in this situstion is that the subordinate ig held
responsible and accounisble for such delegations to the meaximum
degree possible. Only in this way can we be assured that we
have the right pecople in the right jobs and that we are develop-
ing a real cadre of capable officers.

Increased time devoted to training and developing all indi-
viduals. Ome of the greatest contributions a supervisor casn
make to an organization 1s his competent development of
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rersonnel for larger future responsibilities. This coach-
ing process requires time in schedules that are alreedy full,
but I believe the results are worth whatever efforts this
takes. It includes, I think, frequent contacts » &dequate
guidsnce, constructive criticism, candor, and sbove all,
praise when 1t is deserved. It involves a sense of timing
as to when a particular experience 1s pecessary for the
growth of an individusl and the sometimes more difficult
task of trying to see that he gets it. Though I believe
that true development ie self-development, I believe that
it is the responsibility of line menagement to create the
enviromment and climate for this.

If the coaching of an individual is adequately carried
out, appraisal of him has been automatically communicated
to him in the most effective way possible. Bowever, the
needs for Judging between individuals from time to time, and
the competition for promotions or other "rewards ;" make the
sppraisal tools lmportant too. Increasingly our fitness
reports are scrutinized and relied on for a considerable
share of the review of sn individual’s performance and the
estimate of his potential. It would seem appropriate to
give inereased attention to improving the quality of these
written evaluations. :

More careful selection and training of supervisors and ra.
It follows naturally from the above that selection of those

in supervisory and managerial positions will have to be made
carefully if we are to have individuals who cen carry out these
requirements. Since no effective tests have so far been
devised to predict the capable supervigor or wanager, I see

no betier way to critically evaluate and select a man or

waman for these positions than by cbeerving ciosely the work
of an individual and the personal relations involved, by
candidly talking with the individusl sbout such observations,
by offering what assistance is needed, and by taking time for
sufficient follow-up on these Preliminery steps to be sure the
conclusion was accurate. This organization still suffers from
having people in supervisory or mansgerial positions who are
not desirous of being there and who are not qualified for the
responsidbility. Particular care in the selection and training
of individuals for these positions should minimize the problem
in the future. Any supervisor who does not have as one of his
principal objectives the training and preparation of juniors to
aseume the key positions of his organization, including his

.own, 1s not doing his Jjob.

-3~
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II. There is more good to be gained from striving for intangible
benefits thro\@a good personnel administration then from emphasizing the
procurement of tangible benefits.

The Career Service has by no means been a failure, and several
important accomplighments of these past years must be at least
partially attributed to this system. It has been tifying to me
to note the vote of confidence given by all the DD/S Office Heads
and by other components as well to the achievements of our personnel
program. Competitive promotion, selection out, retirement when
eligible with full annuity, the JOT Program - these are means we
have used and are using to bring sbout the best use of our people.
The new Personnel Development Board will be another important step
in the development of our system, I think - & step we needed for the
esgential implementstion of career plans for those individuals with
capabilities to assure responsibilitles cutting across organizational
lines. Perhaps the greatest single benefit has been the evolution
of a clearer understanding of the role of the Personnel Director
or of the Personnel Officers generslly in relation to the line
meanasgers and the heads of Career Service. Personnel (fficers have
the responsibility to lead in the establishment of policy, systems,
ete. In the final analysis, however, their function is one of
service and assistance. The line manager or heed of Career Serviee
is the true manager of his perscnnel in this Agency as be is in
fact in any orgenization, and I believe our Career Serviee program
has done much to bring line msnagement to faee up to its responsi-
bilities. It can and should do more.

Some of our learning sbout persounel administration in the past
five years has come as & result of our mistakes. In the introduction
to the Career Service the overemphasig on tengible benefits seems to

. me to have been cne of our real errors. It was apn unintentionally
false lure on the pert of the Agency and an unfortunately false gosl
for the members of the Career Service. Realistic and reasonable
benefits will evolve naturally, I believe, as a result of improved
and seasoned personnel practices and vwhep conferred in the proper
context - i.e., recognized accomplishment in reference to stipulated
Agency needs - will be accepted by all.

Much has been written in the past ten years on the subject of
motivation and many ideas bhave been advanced sbout the best ways to
develop and utilize this power. What it boils down to, however, is
individual satisfaction on the job -~ a men's feeling of belonging
in his part of the orgmnization snd a belief that his talents are
being properiy utilized. In addition to this, esch employee wants
to know that as his membership in the organization continues he will
be given a fair chance at whatever opportunities and rewards are
avalilable. In this context T look upon special training, challeng-
ing assignments, and special recognition as rewards, along with

ke
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promotions and in-grade reises. I firuly believe that some of the
intangibles sre of greater significance than the monetary rewards ~-
though I by no means minimize the importence of monetary and other
tangible benefits.

I11. BRevertheleps, scme ible benefits would be valuable and
effort should be made to obtmin those which are feagible.

Though, as I have stated, the total consideration of the
problem convinces me that these are of less importance than those
deriving from Jjob satisfactions, still I feel we ghould attempt
to obtain those benefits which are reasonsble and Justifisble. This
will require study end planning, and a great deal of spade work may
be necessary before such bepefits can be realized. Through our
controlled staffing program we are assuring ourselves that there
will be spaces for sdvancement for the most capable; benefits in
addition to this (e.g., possible early retirement with full ennuity)
will have to be granted on the basis of documented evidence of
accomplishment, not prorised on the basis of intent or willingness.
In many of our present efforts we are building and preparing our
case for the Congressional approval which will ultimately be needed.

IV. There is need for a realistic appreciation of rotation.

Ancther error we made in introducing the Career Service program
was giving the impression that nearly everybody would or could be
rotated as & pert of his career development. Though it is likely -
that by now the misconception has been generally corrected, a clear
enunciation of a more practical approach to rotation may be necessary.
Here 1 think we must take into account the various widths of capa-
bility. Some employees will benefit most from erossing lines within
their own Career Service, i.e. within Logisties, Personnel, etc.;
others will have the abilities enabling them to be rotated within
their major component, i.e. within DD/S, DD/P, or DD/I; and a few
will be ear-marked for broader development by rotation between major
components. The responsibility for this determination will have to
be made by the joint efforts of individual Career Services , the pew
Personnel Development Board, and Deputy Directors, and although there
will be times when a good man is taken from us - perhaps permanently -
and times when those we receive seem less good than the ones we "gave,"
still the need for this kind of planning is obvious and we must assure
its accomplishment.

It seems to me fair to say that perhaps 90% of all employees
within a given career service will serve out their careers in thst
service. Most finance officers in the Comptroller’s Office for
instence, are likely to find their professional satisfaction and
thelr chances to make the greatest contribution right in the Budget
and Finance Career Service - for es long as they may remain in the
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Agency. Perhaps no more than 5 - 10% of these will wind up in other
DD/S Career Services and an even smaller percentage can look forward
to careers outside the DD/S. A similar analysis for any other DD/S
Career Service, with the possible exception of Training, will bring
you to the quick conclusion that prospects there for rotation to
other Career Serviees are no brighter. If these estimates are
reasonable, then rotation among Career Services for the masses
becomes ridiculous and extremely inefficient » both for the individuals
and for the Agency. :

If, then, the vast majority of employees will find their develop-
mental rotatiopns within their own career service , how can we best
identify and plan for the 2 - 3% who have the interest and potential
for very brosd responsibilities in the future? As I indicated above,
this will have to be through the joiat efforts of the Personne)
Development Board, the Heads of Career Services and probably the
Deputy Directors. Ferhaps at the outset these lateral transfers of
capable young men and women can be schileved by the use of a quota
Bystem, esmall and informally agreed upon to begin with, to be tried
and tested prior to being formmlized at some future date. This would
seem to me to be g responsibility of the new Bomrd, and I suggest also
that a study be made of the proper timing of such rotations in &
person’s career to gilve guidance to senior managers throughout the

Agency.

Many of the views expressed here sre editorializings on familiar
points; but I am in hopes that they may prove helpful at this time of
re-study and clerification of our Career Service. As the Director of
Personnel hes pointed out in his response to the Inspector General's
Survey, some of the current major personnel problems in the Agency are
lodged within different components, and each problem needs to be approached
separately and each requires action tailored to the specific problem. If
we agree generally, however, on our main cbjectives and on the philosophy
with which we will proceed toward those goals; the lack of uniformity in
our approaches does not seem to me to Pose an lnsurmountable problem. As
is true with all efforts %o make any system more efficient, there will be
8 combination of current practices » Of modifications and of new procedures.
This pragmatic approsch hes much in its favor.
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SUMMARY GF DEPUTY DIRECTOR (SUPPGRTY OFFICE HEADS' VIEWS

A large majority of the DLV reports on the Jospector Genexal's Survey
erpressed strongly the opinion that geseralized statements had been made o the
Survey and conclusions resched without adedsare faformation or fecrs swbmlised
to back up the argwments, There was genexral agrecmant that the Survey condemued
oo strongly the present system and iy shoricomings and falled 1o resogine some
accomplishments & had achisved, I several chapters of the Survey, e PEPOCE
pointed out, there are elther siatemenss or impleations that the present carees
system has falled, and most commesers were wawilling to aceept this statement
85 a valld premise for further action, Theve was abjection to the idea thar
“throughout the Agency caveer paanning is viewed a3 2 badensome exeycise .
that "the Apency has little to offer young people that will make n cazeer in totelii-
gence work stiractive™, and that under our present sysiem there is intle chance
for advancement. These aw) othep asswnptions left ndividuals wocartain au o
what was iﬁwﬂdedy‘ confised abowt some conflicts, and sty onghy enposed 1o taking
some of the statemerts on faith, '

One of the most-neazly ueanimoss views of the Support Offfice Heads was the
rejection of the recommendation that carcer sexvices be set wp along cccupations]
lnes.  Aside from posing difficulties of definitions tn many instances, this system
wowld also entall wanagerent problems cutting Iaterally through all organizarionsd
waits, problems which wonld almost inevitably be preater than vert fcal problems
In an organizetion like CIA, Furthermore, it was felt that 2n dndivideal’s alleglance
and enthug fasm are contributed better in a vertical chate of command than in one.
running horfzontally throaghou: the cegantzarion,

Closely tied to this view was the reaction to the hspector Genera s ;
recommendation that only one of the suggested five career services be designated i
a service of intelligence officers, Whether ntended ox not, the Suxwey gave the
tmpression that those n Support Offices would be ineligible for the Yorelligence
Ctficer Caxcer Service, and u practically a1l responses there was airoug opposition
to this exclusion. Many expressed satisfaction with the growth of effectiveness of
Support groups within the last yeors and the consequent increase of respect and
reomeests on the part of those areas benefitting from this suppoxt, {There were six
Office Heads who agreed that some vestriction of membexship might prove bene-
ficial, but }e‘vgn these agreed that further study would be needed to detexrmine how
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it might be done fairly and effectively, and in all six instances the assumption
was that Support would not be excluded. ) In fact, the position was very strongly

- taken by practically every respondent that automatic exclusion of Support employees
would be an unfortunate if mot critically divisive action in the Agency.

A fourth common theme running through the DD/S responses involved reaction
io the estahlishment of the recommended Career Development Board. There was
a fairly wide variety of modifications suggested in the reports and there were
descriptions of ways in which the plan might be made to work. The concensus was,
however, that although some ceniral body was needed to be responsible for career
service matters in the Agency and although some mechanism was required for
facilitating lateral rotations and appointments between individual services, this
entire problem needed further study. Above all, it was felt a clarification was
needed of the advisory vs. command role such a body woild have.

Paramount among the objections to the Career Development Board as described
in the Survey was the strong objection to the encroachment of such a Board on the
rightful authority of the Director of Personnel, As a result, many suggested that
any such board established should report to the Director of Personnel, either to
gtudy the problems raised by the Survey and to make recommendations or to support
him in implementing policy decisions to do with career sexvice. There was no
doubt as to the vigor of the reactions in favor of clarifying and reaffn:mmg the
anthority of the Director of Personnel in these matiers.

Finally, and implicit if not stated in every report submitted, there was the
idea that it would be better to use and modify existing mechanisms and procedures
rather than scrap what bad been achieved and atternpt ¢ establish a completely
new system. The inevitable uypset such a drastk change would ceuse and the worth
of some of the attainments of the present sysiem were given as the main reasons for
this view. Though several stated that the Inspector General had correctly described
gome of the failures and disadvantages of the Careex Service now in existence,
there was unanimity on the idea that much of the system was working, much could
be corrected and modified, and that a major wpheaval at this time might lose for
the Agency a great deal more ground than it would gain - might, indeed, even
be disastrous.

2
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SUMMARY OF THE INS&ECTOR GENERAL'S STATEMENTS

As we understand it, the Inspector General's Survey indicates the chief
purposes of a career service in this organization to be: (1) A means to advance
Intelligence as a profession, (2) A means to assure the selection of capable young
people, and (3) A means to train and prepare the rigiht individuals for top jobs for
both the present and future.

Membership in the Agency Career Service recommended by the Ingpector
Geaeral would be conferred upon all who are now members although the organiza-
tion of the present twenty-six services would be changed to five services. Career
Staff membership would be determined by a Board (to be described later) with the
assistance of the Career Service Boards and Panels, Membership in one of the
new services - the Intelligence Career Service - would be limited to "the hard
core of professfonal intelligence officers. " These officers would be selected
according to the categories of positions they held including “collectors, collators,
evaluators, analysts and interpreters of information for whom there is no other
work than Intelligence. " The reasons given for restricting membership in an
Intelligence Career Service to this one group are given in the following terms:

(1) X is a group, readily distinguishable from Agency employees
whose positions are stmilar to those elsewhere in government.

(2) I is a group for which long-promieed additional benefits can
be justified.

(3) L is a group which can be disciplined by its career service -
in such a way ae to generate the desired esprit de corps
and give meaning to an Intelligence Service.

To achieve the goals described in the first paragraph, the Inspector General
proposes the use of some procedures which are now in use, some which must be
modified, and some which must be introduced, Specifically, be recommends:

(1) The establishment of a career service divided along occupa-
tional lines (Administration, Clerical, Technician, Specialist,
Intelligence, and possibly a Communications Service separate
from the rest. )

C-CNv Fr FDE~N-T-T-A-L ’
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{2} The taking of additional steps to overcome present
disadventages of Agency employment and to compensate
for the abnormaiities of security service,

{(3) The improvement of pexformances of present employees at.
sll levels by growping them irro three categories axd mont-
wring necessary action or " -velopmeni of themn acoording
o suggested gulde lines. (The categories: (a) Those who
are inadequate for the position occupfed and heve po
potential, (b) Those who are ipadequate, but Lhave potential
for improved performance through development, and (¢}
Thoze who are adequate for these positions and have
potential for growth through developroent. }

{4} The eveatusl stepplag wp of the junicr professional
recruitthent program,

{5) The initiation of a course of traiuing aad devejopment (for
possibly five years) for junior professionals prior to
admission to the Intelligence Career Service (or to some
otber more appropriate service for a given individusd . }
Satisfactory completion of this training would confey
Career Staff status npon the todivicusl

{6) The establishment of a CIA Career Development Board
reposting to the XCI to assist in career matiers through
making policy in the careex fleld, giving Juidance *» Heads
of career services, and dizecting the implementation of
a general careey development program for all exoployees
at all levels. This would eventually result in the elimination
va the CIA Casons Councad aid Use Stpesgosde joiidde (o
should be noted that although the Career Development Board
worild monitor the training of junior professionals wnd determine
their assignments to appropriate carser services, no reference
iz made in the report of the eniry-on-duty procedures for
other kinds of employees, )

{7} The transfer of the responsibilities of the Selection Boaxd
and Examiniog Panels to the appropriate Heads of Carcer
Sexvices,

{8) The encouragement and publicizing of the new wrder.
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